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ABSTRACT OF ML597
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Dance of Lead and Follow
Ellen Thayer
June 2, 2000

The purpose of this study is to show how thinking about leadership changes when

followers are valued. Traditionully, leadership studies focus on leaders-who they are, what
characteristics they possess and what they do. Even when followers are mentioned in the

literature, it is easy to overlook them. The main questions addressed here are: What is

followership about? and How does thinking about leadership change when the focus is
placed on followers? Two authors, Robert Kelley and Ira Chalefl have written books about

followers from the perspective of the follower. Additional research has shown that a
paradigm shift is underway to a new world view in which relationships are fundamental to
understanding reality. It is this new mindset which recognizes the importance of followers
in relationship with leaders. However, followers need a more positive image. Dance,

particularly Argentine Tango, is a good metaphor for leaders and followers in a dynamic
and positive leadership relationship.
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Introduction
Is your work a dance? It ought to be.

- T. Morris

In

1978, James MacGregor Bums wrote, "'W'e fail to grasp the essence of leadership that is

relevant to the modern age...Leadership is one of the most observed and least understood
phenomena on earth" (pp. l-2). Burns went on to say that one of the most serious failures

of leadership study has been the division of leadership and followership. People speak
about leaders and leadership, but rarely about followers or followership. Robert Greenleaf
was one of the first to understand the value of followers. He felt business existed as much

to provide meaningful work for persons as to provide products and services, and that an
understanding of leadership and followership was essential for such a goal (1978,

p.2a\.

His view was that everyone in an institution is part leader, part follower. In 1993 Warren
Bennis wrote, "But the longer I study effective leaders, the more I am convinced of the
under-appreciated importance of effective followers" (p. 157).
The basic premise of this paper is that leadership is changing, a new understanding of
leadership is emerging, and that recognizing followers is essential to this new
understanding. This is a fundamental shift in attitude because we are conditioned to believe
that the leader is the most important person, that he stands above everyone else, and that it is

only because of the leader that there is any progress or success. The result is that we haven't
paid much attention to followers and their image has remained unfavorable and undervalued.
The question this study addresses is, How does focusing on followers affect thinking about
leadership? With the changing ideas and attin:des about leadership, many new theories have
been proposed. Included are such theories as: invisible leadership, fusion leadership,

catalytic leadership, personal leadership, empowerment and others. However, followers are
seldom mentioned. Two authors, Robert Kelley and Ira Chaleff, have proposed that the most

effective way to change thinking about leadership is to include followers. They are the only
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ones who have written books exclusively about followers for followers, and they have each

developed a model of followership. Other researchers have included followers in writing
about leadership, and they have raised particular issues such as power, corrrmon purpose,
and the paradigm shift from the industrial to the postindustrial world view.
One issue particular to followers is the well-entrenched negative attitude toward them.

If

thinking about leadership is to change by including followers, then thinking about followers
must change toward a positive image both for followers and the idea of leaders and

followers in relationship. One way to start building positive associations and images for
followers is through metaphor. Dance is often used as a metaphor for work and leadership.
One dance in particular, Argentine tango, affirms the value of the follower in the leader-

follower relationship.

Two Followership Models
When Bertrand de Jouvenal spoke these words, "A nation of sheep
begets a government of wolves," he meant to describe how followers
and leaders are locked in a dramatic dance. Indeed, they always have
been.

- R. Kelley

Kelley (1992) and Chaleff (1995) developed models of followership and tried ro ger rhe
conversation going about the value and imponance of followers. Kelley predicted that the
90's were going to be the years of the followers. However, in general, most people remain

ignorant of the value of followers.

Kelley's book is the result of research from personal experience presenting workshops and
teaching a course on followership, consulting with companies, interviewing people and
conducting surveys. Kelley's interest in followership started while he was researching
leadership. His insight was that since all the attention is focused on leaders, few people
studied followers. If followers were mentioned at all, it was for their views about leaders,
and

if followership skills were

developed, it was as apprenticeship to leadership. The

assumption was that followers have nothing to say. Once he recognized this assumption he
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began to see followers and leaders in a new way. One thing he hadn't noticed before is what
he calls the leadership myth, meaning that leadership is the exclusive answer to power,

achievement, success and change. We create a super-hero and reward him with titles, power,

wealth and the credit for changing history. This super-hero is a myth which gives followers
the message that they are not responsible and that they are not active participants. It helps to
breed superiority and dependency, and it opens the way to manipulation and abuse.

However, it seems there is great resistance to speaking about the darker side of leadership,
and here followers are given the blame.

Kelley, who hadn't thought much about followers before, observed that followers participate
with enthusiasm, intelligence and self-reliance in the pursuit of organizational goals.
Followers sacrifice societal rewards to be true to themselves and to find their own meaning
in life. They work with others, get the job done, stand up for what is right, and care in the
face of apathy (p. 27).Unfortunately, followership is seen as the antithesis of leadership,

but it was not always so. Originally follower meant to assist, help or minister to (the
leader). Later, follower became associated with a crowd af people in attendance,butwithout
negative connotation. According to Kelley, the negative stereotype started with social

Darwinism and the view of "survival of the fittest," one of the hallmarkbeliefs of the
twentieth century. "Survival of the fittest" is the idea that life is engaged in a competitive
struggle in which only the fittest survive.
The images we have of followers are sheep, yes people who do not think for themselves, or
losers resigned to the fact that they can't make the grade. Because this bias is so strong,
people bristle at the suggestion of being followers, or they

will not accept that

a person

of

substance would purposefully choose to be a follower. There is an either/or attitude: you are

either a winner or a loser; you either develop leadership skills and be successful, or you

plod along in mediocrity. Another part of the either/or attitude is that credit and blame must
be assigned-winner leaders get the credit and loser followers get the blame. In fact, all

of

4

us both lead and

follow, and most of the time we follow, hut our stereotype says we only

have value when we lead. Kelley wanted to help followers recognize their own value, and

help them improve their followership skills to become better followers. He identified four
general reasons why people choose to follow:

. the importance of self-expression in contributing skills to organizational goals;
. as a means of self-transformation;
. relationship bonding and interpersonal involvement; and

'commitment to personal dreams or to service

as a way

of life (p. 5l).

These reasons suggest that followers have a sense of who they are and that they think for
themselves. Kelley suggests that since we are all followers at some time, we should know our

followership sryle. He provides a self-test and a model which identifies five followership
sfyles:

l. exemplary,

2. alienated, 3. conformist, 4. passive and

5. pragmatist. These styles are based upon turo indices: independent, critical thinking and
active engagement.
IN

DEPENDENT, CRITICAL THIN KING

60

Alienated
Followers

Exemplary
Followers
45
Prag

PASSIVE

ACTIVE

ENGAGEME

0

045

15

ENGAGEMENT

15

Passive
Followers

Conformist
Followers

DEPENDENT, UNCRITICAL THINKING

Figure 1. Kelley's model of Followership Styles (p. 97)
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Exemplary followers rate high on both independent, critical thinking and active engagement.
The remaining followership styles fall into the range of traditional negative images. Kelley
suggests what each type of follower needs to do to move on to becoming an exemplary

follower. For example, the alienated follower rates high on independent and critical thinking
and low on active engagement. Most alienated followers start as exemplary foltowers, but
become negative and unhappy about their work situations. To become exemplary, they need

to confront their own negativity, own up to their contribution to the problem, realign
themselves to a corrmon purpose, and reestablish trust. Sometimes people need to change

positions to accornplish this.

Exemplary followers model followership, which includes

a

repertoire of job and

organizational skills, values and attitudes. Followers are committed to a pu{pose and are able
to relate their jobs to their larger purpose. They are highly competent in essential skills and

critical path activities, which are those most closely tied to organizational goals. They
assume ownership, self-manage their work, and take responsibility to maintain leading-edge

skills. They view the organization as a commons and acknowledge their mutual
responsibilities to contribute. They

a.re

team players and they build networks

of

relationships. They see themselves as equals to the leaders. They work to understand the
leader's needs, goals and constraints and help them to achieve these goals. They are able to

influence leaders because they are honest, create trust, and own up to mistakes.
The last skill Kelley emphasizes is an attribute he calls a courageous conscience. He
defines this as "the ability to judge right from wrong and the fortitude to take appropriate
steps toward what one believes is

right" (p. 168). To recognize our courageous conscience

is first to recogntze our own internal struggles. The courageous conscience is important
because of the ethical position of

followers-followers

are often presented

with decisions

which they are expected to trust and obey. It can be awkward and even dangerous to
challenge a leader's position. Followers maintain their courageous conscience by vigilance
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(understanding how easy it is to become morally apathetic) and by using it consistently to
make positive contributions. This makes it easier to be proactive and stand against wrong-

doing and social pressure when the situation arises.
From the perspective of followers, the model leader embraces followers as partners and cocreators, and adds value to followers' productivity. To be partners means that leaders and

followers are accountable for each other's actions, and that followers are part of the process
that determines organizational goals. In today's workplace followers are often the technical
experts. lnstead of giving expert advice, leaders add value by creating an environment that

allows followers to flourish and gives them recognition. For followers, "Leaders are
partners who do different things than followers. Both add value and both contributions are
necessary for success. But one is not more important than another" (p.227).

Kelley sees followership and leadership as two separate concepts and roles which are
complementary paths to organizational contribution. Followership and leadership are a
dialectic which depend on each other for existence and meaning. Kelley presents

followership from the perspective of the follower, and there is little evidence of interaction

with leaders. However, his purpose is to help us to start thinking about followers in new
ways. For example, consider our followership style and see where we can make changes to

improve. Understand followership as the skills, values and attitudes that contribute to the
success of the leader and the organization.

Chaleff presents a different view of followers. Chaleff has been interested in the subject of
followership since he was a child and became aware of the systematic destruction of six

million European Jews. He held the followers, the German people, as responsible as their
leader, Adolf Hitler. Chaleff added: "This mass support for a psychotic leader may well
have created the contemptuous association my generation has with the term follower

(p. xiii). However, as a consultant to U.S. senators and representatives and Fortune 500
companies, he came to see the need leaders have for capable followers.
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Chaleffs interest is a dynamic model of followership which balances and supports dynamic
leadership, and which embraces the follower with an identiry of courage, power, integrity,

responsibility and a sense of service. It is the balance of the leader-follower relationship
which is of critical importance, because it is the best assurance we have to prevent abuse of
power. The foundation of the relationship is common purpose-leaders and followers form
an action circle around a common purpose (p. 2). Courage is the essential element for the

follower for two reasons: courage is antithetical to the image of the weak follower, ffid
courage gives the follower what is needed to maintain the balance in the leader-follower

relationship. It takes courage to stand up to the leader and provide the necessary perspective.

It takes courage to maintain the balance in the leader-follower relationship when the culture
inhibits it and there are no images to support this kind of action. Chaleff warns how much
we are conditioned by the mythology of the hero-leader and says we need to demythologize
leaders.

For Chaleff, the leader-follower relationship is central to a new model of leadership. In the
relationship of leader-follower, each is steward to the other and each is accountable for the
actions of the other. Follower skills are important because they drive and improve the

leader-follower relationship. Followers as well as leaders can influence the relationship.
Chaleff made the observation that followers who have the ability to influence have this in
common: a deep, nafural sense of self-worth and deep caring about purpose and success (p.
10). Without a clear purpose there

will be self-interest in place of common

interest, and

followers will tend to muddle about.
Because formal power in the leader-follower relationship is unequal, followers must connect

with their sources of power. Courage is the great balancer of power. Balance is also
obtained through the quality of an honest and open relationship which develops trust.

Followers need to find their equal footing on intellectual, moral, or spiritual ground, since
they can't usually match a leader's external qualities. Followers need the ability to touch a

$
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leader's humaniry. Trust is the most important element in the leader-follower relationship,
and it can never be assumed. Trust is about our word and the judgment we display in our
actions (p. 28).Followers must relate to other followers as well as the leader, and the trust

between a group of followers is just as important as the trust between a leader and a

follower.

lmprove
Leader{ol lower Relationsh ip

COURAGE
To Assume Responsibility

To Serve
To Challenge
To Transform

Common Pupose

Figure 2. Chaleff Followership Model of Courage
The model which Chaleff presents has four dimensions for followers to improve the leader-

follower relationship: the courage to assume responsibiliry, the courage to sere, the courage
to challenge and the courage to participate in transformation. Common purpose is the heart

of the leader-follower relationship because it will not work without it. Assuming
responsibility is developing the self and the organization, starting with self-assessment and
the skills of self-management. The serving dimension focuses on serving the leader and

knowing when and how to comfort and confront. This requires using techniques to uncover
fundamental problems or to generate new options. Chaleff advises followers to be attentive
to the leader and comfort, protect, or defend as needed. Help the leader to live by the values
she proclaims. Encourage leaders in peer relations and pick them up when they stumble.
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Followers must be prepared to challenge a leader when his or her actions or negative
behaviors threaten the cofilmon purpose. Chaleff suggests that a key role of the courageous

follower is to minimize the self-deception of leaders with strong egos and passionate vision,
and to find ways of revealing reality to them (p. 82). Giving feedback to a leader is

difficult

and takes skill. A proactive approach is to encourage a culture where a constant flow

of

ideas are invited, developed, examined, challenged and modified. Chaleff names this mode

of operating "creative challenge" and "creative dialogue" (p. 88). ln reality, leaders often
discourage this way of operating. However, followers cax and should learn to ask questions

that shift perspective and indirectly challenge ideas and behaviors.

Transformation is everyone's concern. Many leaders are in need of personal transformation.
The role of followers is to facilitate the personal transformation of the leader by

participating in the process and continuing to work on their own transformation. Followers
already participating in a relationship with a leader must examine their own roles in any

dysfunctional behavior. Followers help by creating a caring cortmunity in which
transformation can take place and by modeling behavior they would like to see from their
Ieaders. To support transformation sometimes means forgiveness-forgiving who someone
once was, out of respect

forwho they are trying to become (p.

135).

In summary, Chaleff makes relationship central to the leader-follower dynamic. It is up to the

follower to balance the leader-follower relationship. The way to do this is the model of
courage to take responsibility, serve, challenge and transform. Followers have job and

interpersonal skills, and they need to know where their power comes from. These sources of
power are internal and include the power of purpose, the strength that comes from
commitment to the common good; the power of knowledge; the power to speak the truth; the
power to choose how to react; and the power to follow ornot to follow (p. 16).
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The value of Kelley's model is that it differentiates among followers and develops the ideal

of an exemplary follower. The value of Chaleff

s

model is that it places the leader and the

courageous follower in relationship and confronts the issue of unequal balance of power.

Neither Kelley nor Chaleff tried to pin down a definition of followership. For Kelley,
followership is a separate role and path from leadership. Followers do followership, and it is
important to improve followership skills. Kelley rarely mentioned relationship. However,

Chaleff would emphasize that without the centrality of relationship, there is a disconnect
between leaders and followers and an imbalance of power which is harmful to effective
leadership.

More Yiews of Followers
In the dance of leaders and followers we change partners and roles
throughout our lives. With each new partner we must subtly adjust
our movements and avoid the other's toes. If we are leading we must
lead and if we a-re not we must follow, but always as a strong
partner. We constantly learn from each other and improve our
gracefulness in a wide diversity of styles and tempos.
- I. Chaleff
The purpose of this section is to gather together a variety of different perspectives, opinions,
musings and comments about followers. The following writers have focused their research
on leadership, and have recognized the importance of followers to varying degrees. The list

of writers is presented in a generally chronological order. It is not an exhaustive list,
however, it includes a good sample of the thinking about followers.
The first people to write about followers were those who valued them. Robert Greenleaf
challenged existing leadership theory and wrote about followers in his essay, The Servant
as Leader, which he first published

in 1970. His concern was leadership in American

society, and his idea was that leadership needed true leaders-servant leaders. The true
leader is servant first because his first concern is the well-being of others. Servants as

followers are as important as servant leaders, and both are actively engaged in searching arld
listening. A follower has the responsibility to follow a servant leader. It is by following

a
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servant leader that the follower is compelled to become actively engaged. This is an image

of

leadership as a relationship of leaders and followers. The servant leader is the kind of leader
who encourages the relationship of leaders and followers.
Greenleaf was inspired by the I Ching (Book of Changes), one of the oldest books in the

world dating back almost 3,000 years. The I Ching is a book of divination and wisdom, and

it is the main source of inspiration for both Confucius and Lao Tzu. In Book I: The Text,
one

will find hexagram

17 .

Following.In this book of wisdom, which uses symbolic

language, following is associated with adaptation, joy, and leading. In order to obtain a

following, one must flrst know how to adapt oneself to the demands of the time.

If people are to follow, joyous assent is necessary, and therefore a leader
must first learn to serve. However, since even joyous following can lead to
evil consequences, leader and followers must persevere in the consistency of
doing right-together with "No blame." Everyone must follow something
that serves as a lodestar (Wilhelm, p.72-74).

According to the I Ching, "no blame" means one is free of blame when one is intent on
what is right and essential, free of ego pretensions and unattached to self-interest or results.

Another important aspect of "no blame" comes from Greenleafs attitude that "blame starts
here," and there is no pointing fingers at others.

In 1975 George P. Shultz gave a lecture entitled, I*aders and Followers in an Age of
Ambiguiry. The age of ambiguiry referred to the great many changes felt

in

1915 that were

upsetting the status quo such as affirmative action, inflation, high energy prices and

pollution. Schultz argued that there were plenty of good people around, the problem was
followers. The situation was that all leaders ever heard was criticism. Two contributing
problems were the great increase in lawsuits and the general lack of trust in society. Peter

Drucker, one of the discussants, responded that he would not complain about the lack of
followers. Perhaps the increase in cynical people was a sign to the leaders of the time and a
healthy sign for the country. Dnrcker concluded, "Maybe this is the wrong time to be a

follower" (p. 55).

Augshnrg t$fisffu Lih,,ery
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Burns (1978) believed that one of the most serious failures of leadership study has been the
division of leadership and followership. He pointed out that followers are often referred to
as a faceless mass

of people, while leaders are either made into heroes or demonized. Burns

aspired to bring leaders and followers together. His definition of leadership

is leadership

is

a structure of action that engages leaders and followers in the dynomics of confiict and
power for collective purposes with the interttion of social chanse. Burns identified two
types

of

leadership, transactional and transformational, and he was the first leadership

scholar to write about the importance of moral leadership. With transactional leadership
there is an exchange between leaders and followers. With transformational leadership the
leader seeks to satisfy the higher needs of the follower and the result raises both leader and

follower beyond where they could have gone or what they could have achieved alone.
"Moral leadership emerges from, and always returns to, the fundamental wants and needs,
aspirations, and values of the followers. I mean the kind of leadership that can produce
social change that will satisfy followers' authentic needs" (p. 4). The foundation of
leadership is a noncoercive relationship that intends real change. In this way leadership is

distinguished from power relationships which are often coercive, manipulative and
exploitative. Burns challenged the traditional views of leadership because he thought
leadership should be concerned with ethics, the relationship of leaders and followers, and
change which was beneficial for the common good.

ZaJeznrk (1989) stated that leadership is based on a compact that binds those who lead and
those who

follow into the same moral, intellectual, and emotional commitment. Zaleznik's

insight is that the mystique of management requires managers to dedicate themselves to
structure, process, rules and indirect forms of communication, and to ignore people, ideas,

emotions and direct talk. In his view, men and women in professional organizations are tied
to narrow self-interest rather than a sense of mutual obligations and responsibilities.
Leaders must be willing to use their power in the best interests of their subordinates and the

organization. Followers have the responsibility to make the authoriry of the leader effective.
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According to Zaleznik, leadership pro$esses from followership. Therefore, leaders who
never really followed are ill-equipped to build mutual responsibitiry and trust when they are

to lead. One of Zaleznik's insights is that a leader is twice-born. A leader is someone who
has lived through a major event and experienced a personal transformation. He has been

forced to go inside and create a new identity based on personal experience, pain and insight.
Zaleznrk is critical about emphasizing leadership as relationship and process. His concern is
that the creative individual
substance of leadership

will

be forgotten in the maze of structure and teams, and that the

will be lost.

Rost (1991) believes the demands of the fwenty-first century calls for the creation of a new

multidisciplinary school of leadership which emphasizes the essence and nature of
leadership and includes followers. Rost begins by insisting that when writing about
leadership, people must define what they are talking about, instead of assuming that people

know. He did an extensive study of the literature on leadership in the twentieth century. A
summation of four of his major observations are included here.

'

There is no agreed upon definition of leadership. The norrn is that the terms
"leader" and "leadership" are used interchangeably. Rost said that of 600 books,
chapters and journal articles, roughly 450 either did not define leadership or did

not distinguish it from other social relationships (p. 179).

'Most

leadership theories and approaches are unidisciplinary and reflect the

discipline of business and a model of leadership based upon the industrial
paradigm. Here leadership is understood as rational, linear, hierarchical,
management-oriented, technocratic, quantitative, goal-achievement-dominated, and

materialistic in ethical perspective (p. 94).

' In the industrial

paradigm, leadership is understood as good management, and the
terms good management and leadership are used interchangeably (p. 99).

Traditional leadership focuses on the individual and results: super-achieving goals
and winning. Rost pointed out that the transactional theory of Burns was never
accepted because it made the involvement of followers central to leadership

(p. 30). This went against the industrial paradigm and the myths and rituals which
reinforce the idea that leaders/managers do leadership.

t4
. Twentieth century values are being transformed to create a new postindustriat
paradigm. Leadership will be transformed as it integrates new values being
identified with the new paradigm including: collaboration, common good, global
concern, diversity and pluralism, civic virtues, freedom of expression, critical

dialogue and qualitative language. However, the current leadership literature is still

overwhelmingly industrial in concept, so the transformation to a new postindustrial paradigm has barely begun (p. 100).
Rost makes the case that a new paradigm of leadership is needed to help people transform

their societies according to postindustrial frames. We know we can't solve problems created
by our industrial mindset with the same mindset. The industrial revolution started over two
centuries ago. But even the atomic, space, and computer ages have not been enough to cause
a societal paradigm shift because they have

say,

"If anything,

all reinforced industrial values. Rost goes on to

these shifts have made the transition to a postindustrial paradigm more

difficult because scientific and technological innovations have shored up the industrial
paradigm and made it more acceptable to people who otherwise would have grown intolerant

of the industrial era and its problems" (p. 186).
Rost offers this definition of leadership for the twenty-first century: leadership is an
influence relationship among leaders and followers who intend real changes that reflect

their mutual purposes (p. 102). This definition is based upon the postindustrial values of
relationship (rather than hierarchy) and influence (rather than coercion). The influence
relationship among leaders and followers is ethical. The real changes are those which are

transforming. Mutual purposes relate to the cofirmon good. Leaders and followers must
evaluate the ethics of intended changes on the community or organization affected (p. l7a).

In the postindustrial paradigm, followers are as important as leaders because they help to
make leadership possible. Rost does not agree that followers do followership and leaders do
leadership. Instead, followers and leaders actively engaged do leadership together.

Therefore, he believes that followership is unnecessary.
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Leadership is about transformational change, not about management. Leadership is about
the process of relationship, not about the individual. Rost gets to the heart of the matter:
Passive people are rarely transformed by ordinary human
processes. Calamities may transform them, but not leadership.

Leadership helps to transform people in organizations who
engage themselves in the relationship that is leadership
(pp. 123-t24).

Mclean

and Weitzel (1992) believe that too many people refuse to take the challenge

of

leadership. They feel that the recent concern for the follower and how best to achieve

followership is a favorable development. However, their focus is twelve myths which they
say are convenient excuses for playing

it safe

as followers. The twelve myths include ideas

such as: a leader must be charismatic, a leader must know the goals in advance, followers
resent being manipulated, and leadership is just too complicated. Followers are encouraged

to master leadership skills and leave followership behind. Mclean and Weitzel articulate
one of the predominant views about followers: the value of followers is their potential as
leaders. This is a legitimate value. However, followers also need to have value as followers.

Kouzes and Posner (1993) define leadership as: a reciprocal relationship between those
who choose to lead and those who decide to follow (p. 6). Because of the negative
associations with the word follower, they prefer the word constituenf. Kouzes and Posner

found three key characteristics of admired leaders: honest, inspiring, and competent. They

offer six disciplines of the credible leader: 1. discovering yourself, 2. appreciating
constituents,S. affirming shared values,4. developing capacity, 5. serving a purpose and 6.
sustaining hope. Although people can be both leaders and followers in their organizations,
they must know when it is appropriate to lead and when it is appropriate to follow or the
roles can collide. Their insight is that both leaders and followers need to be honest and
competent, but the follower's value is being cooperative and dependable with colleagues,

while the leader's value is being forward-looking and inspiring. One of the gifts of the
leader-follower relationship is the dynamic tension created between these equalty valued but
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conflicting characteristics. The process of leadership occurs in learning to accept and live

with this dynamic tension. Still, Kouzes and Posner warn that too much focus on
relationship and teamwork results in the loss of the individual, in particular, the talents and
efforts of the twice-born individual.

Terry (1993) considered starting

a

followership insilnrte for creating better leaders through

more creative followership. The problem was he could not think of anything different that
he would not also include in a leadership program. Terry's definition of leadership is:

Ieadership is the courage to call forth authentic action in the commons. Leadership
empowers followers to accomplish important cofilmunity needs. Empowerment is never
given but

taken-it

is claimed by the individual or group who

will exercise power (p. 37).

Much of what is passed off as empowerment is delegation of tasks.
Smith (1996) says, "In the twenty-first century,all leaders must learn to follow if they are to
successfully lead" (Hesselbein, p. 199). In effective organizations, people at all levels must
both think and do, make decisions and do real work, and manage themselves and others.

Likewise, they must both lead and follow and find opportunity, contribution, and honor in
both roles. Smith affirms the new paradigm of organizations as dynamic networks of
engaged people with different areas of expertise. This contrasts with the old paradigm

of

organizations as machines where people are either leaders or followers within a co6mandand-control hierarchy. Unfortunately, the follower has an image problem. For Smith, the

solution is the centrality of self-interest (p. 204). We must learn how and when following is
the most effective way of advancing our self-interest, and become as adept at following as

getting others to follow us. Smith says that leadership takes the higher ground and goes
beyond self-interest, but suggests that this is beyond most of us.

I7
Issues of Followership
Yet as we move into this new territory where paradox is a
distinguishing feature, we can see that what is happening is a
dance<f chaos and order, of change and stability...we are
dealing with complementarities that only look like polarities.
Neither one is primary; both are absolutely necessary. When we
observe growth, we observe the results of the dance.
- M. Wheatley
The purpose of this section is to continue exploring followership from the perspective of the
main issues which have been raised by the readings. These issues are: a definition of

followership, followership skills and values, the recognition of followers, the paradigm shift
from industrial to postindustrial world view, relationship, power, the corlmon good, and the
responsibilities of followers. These issues relate to one another and affirm the idea that once

followers are valued, we can begin to understand leadership as a relationship of leaders and
followers. A main idea is that leadership is understood in the context of a world view. The
paradigm shift which is changing our world view from an industrial to a postindustrial world

view is also changing our thinking about leadership.

Definition of Followership
According to the Merriam Webster Dictionary ( 1997) the definition of follower

ts'. one

in the

service of another; one that follows the opinions or teachings of another, or one that
imitates another. Followership is defined as 1 . Following, and2. The capacity or

willingness

to

follow a leader. None of the authors who wrote about followership in these

readings offered a definition of it. Instead, definitions were given for leadership, and many

included the idea of leadership as a relationship of leader and follower. For example, Rost's

definition

rs: leadership is an influence

relationship among leaders andfollowers who

intend real changes that reflect their mutual purposes. Gardner (1990) has a similar

definition: leadership is the process of persuasion by which an individual (or leadership
team) induces a group to pursue objectives held by the leader or shared by the leader and
his or herfollowers (p. 1). Kelley suggested that followership is a set of exemplary follower
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skills, values and attitudes which support the leader and the organizational goals. His goal
was not to define followership, but to encourage others to explore followership and to

discover the value of followers.

Followership Skills. Values and Attitudes
Although they did not define followership, Kelley and Chaleff developed the idea of
followership as a set of skills, values, attitudes and responsibilities. The most important skills
are self-management, job competence, teamwork and networking. Chaleff emphasized

courage and taking responsibility for strengthening and supporting our leaders. Rost,
Gardner and others suggested that leadership is a leader-follower relationship. However, the
opposite is not true: followership is not a leader-follower relationship. Rost points out that
since followers are an essential part of the leadership relationship, then followership is not
necessa-ry. However, many followers

would like to embrace themselves as followers, improve

their skills and become better followers. From the perspective of followers, followership may
be a useful term to describe what they do.

Recognition of Followers and Myths of Leadership
The recognition of followers citme from thinkers who saw leadership as a relationship or a
transaction between leaders and followers. These writers include Greenleaf, Burns, Terry,

Gardner, and Rost. Their focus was not what followers do, but who they are and what they
have to do with the fundamental nature of leadership. Two things were immediately noticed
about followers: there was a universally negative attitude toward

them-followers

are

passive and they do not think for themselves, and followers were virtually ignored in the
leadership literarure. A few people became aware that the negative attitudes toward followers
were based on assumptions that were not necessarily true, and that followers had value.

At

the same time people took another look at leaders. Eventually, many of the ideas and
assumptions that made leaders into heroes came to be known as "leadership myths." The
idea that followers have value challenges traditional assumptions, attitudes, and views

of
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both followers and leaders. Although the term follower still has negative connotations for
many people, the same people are able to recognize that at times everyone follows, and that
many people both lead and follow.
Paradigm Shift from Industrial to Postindustrial World View
Leadership is changing because our world is radically changing. Greenleaf and Rost wrote
about leadership in the context of a paradigm shift from the industrial to the postindustrial

world view. This is important because our understanding of leadership arises in the context
of the assumptions, beliefs, values, standards and history of the time.
The old world view, known as the industrial or mechanical world view, comes from the
seventeenth century Newtonian interpretation of the world. In this view the world is a

machine that we can know objectively and understand by breaking it into parts and
measuring the pieces. The world as machine has fixed rules that we can learn and use to our
advantage to control and predict ow lives. The challenge is to find the one right answer that
already exists, and this can be done by following a logical, linear, step-by-step path.

Industrial organizations are characterized by having

a

top-down, hierarchical, command-and-

control mindset and a tendency to fear change.
The new world view is coming about from the twentieth century discoveries of science
(quantum physics, cosmology, biology, chemistry and chaos theory) which are giving us a
new understanding of the nature of the earth and our place in it. We refer to this new world
as postindustrial, organic or quantum, because the rules

of the old science no longer work in

the quantum world. In this view the world is one, whole, living system where everything is
interconnected and interdependent. People who are articulating this new world view include
Capra, Bohm, Lovelock, Ferguson, Wheatley, Jaworsky, Swimme and many others.

Wheatley says, "ln the quanrum world, relationship is the key determiner of everything.
Subatomic particles come into form and are observed only as they are in relationship to
something else" (p. 1l). The quantum world considers the smallest sub-atomic particles and
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has discovered that the world is

filled with invisible fields. In the old world view the earth is

essentially dead. ln the new world view the earth is alive, intelligent and self-organizing. It is
characterized by relationships, collaboration, participation and emergence. Organic

organizations are characterized by networks of relationships, flat structure, free flow of

information, collaboration and shared power. Change is expected because change is the way
of a living world.
The shift from the industrial to the postindustrial world view represents a fundamental
change in the way we understand our world and make sense of it. We are living in a

paradigm shift that is giving us an opportunity to obserue events from radicalty different
perspectives. The main concern of every writer was: Why don't we have more and better
leadership? Perhaps this is a question posed by an industrial world expecting an industrial

world answer. In the industrial world, the leader is the promise of leadership and followers
are ignored. The postindustrial world promises new possibilities for leadership, From this

new postindustrial paradigm we can see that leadership is embedded in relationships, in the
context and history and situation at hand, and in multiple connections. It is something that
leaders and followers
Perhaps we

will

will co-create.

Perhaps leaders

will not be as visible

as they once were

need to see followers in order to recognize leaders. Perhaps, instead

of

noticing leaders, people will notice a quality of organization that works because everyone is
involved and their talents and energies are being used.
Relationshin
Rost said that the essence of leadership in the twentieth century is management. The primary
goal of management is efficiency-figure out a system that will get the job done quickly.

-

Management figures out what should be done and subordinates do the work. Leaders remain
independent from followers and cofirmunication is generally one-way and top-down.

A very different image emerges when followers are identified in relationship with leaders.
The leader-follower relationship is a dynamrc relationship centered around purposes that
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compel and energize the participants. The starting point is the larger purpose of why the
organization exists and it includes the needs of both leaders and followers. The relationship
is characterized by tn-rst and commitment. lraders and followers believe in each other and
are accountable for each other's actions. Followers see themselves as equals to leaders. This

may mean followers take the leadership role in certain situations or that they challenge the
leader. The relationship is not always easy, but it is strong enough to support dynamic

tension and conflict. Open and two-way comrnunication between leaders and followers is the
heart of the relationship. Typically it has been to the advantage of leaders to keep information

from subordinates (Gardner p. 85), An organization can have open corlmunication only if it
intentionally creates

a

culture of open corununication.

Power
The leader-follower relationship is concerned with power and preventing the abuse of
power. Power is ethically neutral and can be used for good or bad. For Wheatley, power in
organizations is the energy generated by relationships (1999 p. 39). Terryr's definition of

power is: power is that by which action moves-it is the actual expenditure of energy; it is
the capacity to make and keep decisions over time (p. 73). Leaders have power, but many

power holders are not leaders, and they can use power with no regard to subordinates.

Followers

a-re

responsible to hold power accountable. Besides formal power, leaders are

granted power by followers for the purposes of the organization. However, followers can
take this power away. Most of the things that affect our lives are done by power holders or

power wielders and not leaders.
Schaef (1981) wrote about power from the perspective of the differences in male and female
systems of power. The male perception of power says that there is a tixed amount. Power is

won and lost, and control and domination is necessary to keep it and get more. Logic,
cofiununication and leadership are viewed in similar ways. Logic is a tool used to win;
corununication is used to confuse, win, stay one-up, and maintain power; and leadership is
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viewed in the individual who stays out front, has the answers, and presents a strong and all-

knowing image.
According to Schaef, the female perception of power is that it is limitless. Giving and
sharing power increases it. Power is personal power and is not about controlling another.

From this perspective logic is a balanced progression; corrrmunication is to bridge
understanding; and leadership encourages and facilitates self and others to develop
capabilities and make contributions. Masculine power is essentially external and is
expressed in external, quantifiable symbols such as money, property, titles and special

privileges. Feminine power is essentially internal and is expressed in character and quality
relationships. Instead of external symbols, it requires a sense of self and connection. The
masculine system is concerned with rewards, the feminine system with gifts. Neither

feminine nor masculine systems of power are favored. It is not a question of right or wrong.

It is a question of both/and thinking (not either/or), and the question is what is being called
for in the situation.
Hagberg (1994) also wrote about external and internal power. She described a hierarchy of

six stages of power starting with three stages of external power and then three stages of
internal power. The shrft from external power to internal power was marked by a
transformation in a person's life. Transformation is about power and paradox. The

individual must move beyond the self to discover one's internal powers and connections to a
larger world. Burns and Zaleznik emphasized the relationship of transformation and the

twice-born individual with leadership. Chaleff argued that transformation is one of the tasks
of the leader-follower relationship.
The formal power in the leader-follower relationship is unequal and this power difference is
an ethical issue. Ethics is also an issue because the purposes identified and the actions taken

by leaders and followers affect many people. Leaders and followers have the responsibility
to make ethical judgments concerning the changes they intend for the organization. Te.ry

!-J

says leadership is ethical because authentic action requires ethical

consideration-we can't

take authentic action without asking what is going on ethically (p. 156). When leadership is
based on traditional values of position, power and success, then ethical considerations lose

importance and it's easier for people to think that leadership can be unethical.
The Common Good

Ideally, the leader-follower relationship highlights the importance of community, cornmon
purpose and the common good.'A corlmuniry depends on shared values, mutual trust and

commitment. Hardin (in Gardner, 1990 p.97) wrote about The Tragedy of the Commons:
each member of a communify acts to maximize his or her short-term self-interest, and in the

long-term destroys the values or purposes held in common. For Gardner, the reason for
leadership is group action and not self-interest, which negates the needs of others who share
the communiry. "Unfortunately a high proportion of leaders in all segments of our society
are rewarded

for single-minded pursuit of the interests of their group. They are rewarded

for doing battle, not for compromising" (p. 98). Rost's "mutual purposes" a.re corrmon
purposes. Rost says:
The heart of the problem is that our moral systems of thought, our moral
language do not encompass a concept of a social vision, a cornmon good, a
public interest. In the twentieth century...the notion of civic virtue was turned
around to mean accolrlmodation of self-interests, the pursuit of private
advancement with little or no concern for the public interest. As a result, our
first moral language is that of individualism... (pp. 175-176).

In other words, we need to develop a language which allows us to talk about the corrmon
good. This is an important challenge for leaders and followers.
One of the fears that people seem to have about the emphasis on leadership as relationship,
is that the gifted and creative individual

will

be lost in the group. This underscores the

importance of both/and thinking. The individual must be a concern, just as the common
good must be a concern. Gardner said, "Leadership is necessarily concerned with group
activiry but must leave space for individual creativiry. It is the gifted unorthodox individual
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in the laboratory or the study or the walk by the river at twilight who has always brought us,
and must continue to bring to us, all the basic resources by which we live" (p. 80).

Responsibilities

Followers are flust responsible to themselves-geffing to know themselves and their needs,
developing their talents and finding their purpose. In the leadership relationship, followers

-are responsible to choose good and effective

leaders and then to support and strengthen

them. When followers choose a bad leader and allow themselves to be lied to and exploited,
they are collaborating, and what is bad is the responsibility of all. Followers are responsible

for thinking beyond themselves to the needs of the corrmons, and for demanding to know
what is true and what is real, no matter how bad the news. Until followers know the truth
and the nature of common problems, they can't use their creativify, energy and talents to do

anything about them.

Some leadership researchers insist that followers have the responsibility to become leaders,
and that the only reason to become followers is to become leaders. This dismisses the value

of followers. Leadership is a relationship of leaders and followers, and followers are as
important as leaders. Followers help to strengthen leaders, and many share in leadership
tasks. Strengthening followers is a way to strengthen leadership. Passive, apathetic, or
alienated people are not

followers-they

are passive, apathetic or alienated people.

Followers need to stand up and speak out for themselves and to take part in the process of
creating leadership relationships. In the postindustrial paradigm many followers may
become new leaders. However, followers are not the means to an end, and the leaders they
become may not be the leaders we see today.
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Argentine Tango as Metaphor
If the creative

process is never to run out in art, science, or any
other field, chaos and order must dance a tango together and each
lead in turn.

- G. Guntern

In the twenfy-flust century, leadership as a leader-follower relationship is going to become
an important source of creative energy. Something still missing is a positive image

for

followers. Metaphors can help people to make sense of complex relationships, to broaden
points of view, and to arrive at new understandings. For example, "life is a jungle" or "life is
a

journey" give very different images of what life can be. In this section we will look at a

metaphor that offers a positive image for followers in the leadership relationship. Dance is
often used as a metaphor to describe people in relationship in organizations, but it doesn't
necessarily highlight the value of the follower. However, Argentine tango, which is often
described as the dance of lead zurd follow, describes many aspects of the leader-follower

relationship. Argentine tango as a metaphor shows the value and importance of both leader
and follower in relationship. Tango may not show how to discover cofiunon problems, but

it

does show how to be engaged in relationship in the moment, and what it is to be a follower

valued in relationship. The following corunents come from personal experiences studying
Argentine tango for five years.

No one knows exactly when Argentine tango started, but it began with the music. The music
is a fusion of influences: from Africans, Caribbeans, and gauchos (cowboys), and from

mostly Italian, Spanish, and German immigrants who came to the port city of Buenos Aires
when it became the federal capital in 1880. The common element for these people was life in
the slums, and the music reflects their difficult lives. The dance evolved from the music. The

popular history is that Argentine tango was originally danced by men only and then taken to
the brothels. It was not a dance for respectable Argentine society. Tango was taken to Paris,

London and Russia before World War I, and it was embraced everywhere. After the war,
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tango became accepted by Argentine society, and it has long been considered the soul

of

Argentina.

Argentine tango is considered the dance of lead and follow because of its nature-the lead
and follow steps often do not mirror each other. The leader leads the follower to do steps

which can't be seen by the follower, but which are felt through the lead. Argentine tango is
intimately tied to its music, which has a variety of complicated rhythms. The main
instruments used are guitar, violin, flute, bass, and the bandondon (which was brought to
Argentina by German immigrants). The bandondon looks like a long accordion and it helps
to give tango its unique sound. The music is so varied and expressive that any two people
may not hear it the same way. It is never obvious what the leader will do from one moment
to the next, and the follower must always be ready to follow the lead.
The leader and follower have some of the same responsibilities. They must both be present
to each other and to the dance, and they must both listen to the music and to each other.
There are dance skills-both must know how to walk properly, and maintain correct
posture, frame and balance. Walking is about attitude: steps are intentional and each step
has value. The movement of walking is smooth (there is no bouncing), and the foot should
caress the floor. Caressing the floor expresses the relationship the dancer has

with the floor.

The floor is also part of the dance.
The leader must know the basic lead steps and the principles of how to hold the partner and
lead the steps. This is all quite exacting. The positioning of the arms and hands is important,

but not the most important, because they are never used for leading. The motivation for
leading is the energy within the center of the body. Panners always maintain their own
balance. Arms and hands play a supporting

role-they

do not swing about. Rather it is the

body, feet and legs which are used in the visual expression of the dance.
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The music starts the dance. The follower must wait. The follower waits for the lead and is
ready to move in whatever direction indicated by the leader. The follower keeps her weight

on one foot so she is ready to move very quickly, and the leader always knows which foot
she is on. The follower never anticipates the lead. The leader gives the follower information
as the dance unfolds.

If the leader

stops giving information, the follower waits. However,

waiting does not mean doing nothing. While waiting, one listens. Waiting may also present
an opportunity to create by using embellishments that work with the siruation.

Embellishments are usually small movements such as tapping or brushing the foot on the

floor. Embellishments add elements of surprise, fun and beauty to the dance. They also help
the leader to look good. Just as the leader leads in such a way as to make the follower look

good, the follower follows in such a way as to make the leader look good.
When people dance tango, there are many couples on the floor. Generally, they all move
around the entire dance floor in a counter-clockwise circle called line-of-dance. The music is
structured in such a way that people move according to their own interpretation. Some move

slowly, others quickly, and sometimes people stop. Part of the challenge of leading is
creating the dance while respecting the space of others. At any moment the leader has a
choice to lead steps in several different directions to get around others, to take advantage of
an open space, or to stay in place. On a dance floor the follower is typically walking

backwards so she can't see where she is going. The follower must trust the leader not to

burg her into someone or something. Sometimes it is the follower who must take
responsibility so that the leader does not bang into someone.
Tango has some special steps hke boleo and gancho in which the leader or follower can

kick their legs in quite amazing ways. However, with many people on the floor, these kicks
could harm someone, These kinds of steps are sometimes called show tango, and they can
make a couple look very skilled. However, it is forbidden to look good at the expense of

harming someone else.
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Daniel Trenner and Rebecca Shulman (personal communication, 1997) are American master
tango dancers and teachers who think that the quality of tango has suffered. When tango
started, men were obliged to learn both lead and follow parts because there were so many

more men than women, and because women were not allowed to go to dance lessons.
Trenner and Shulman believe that men no longer dance as well because they are no longer
obliged to learn both lead and follow parts. They only learn to lead, but because they no
longer know how to follow, they have actually lost some of their ability to lead. Most people

would probably say that the best way to improve skills is to practice, practice, practice.
Cenainly there is truth to this, but another way to improve skills is to learn the other part.
The better leaders know the follower steps and they

eioy

the variety which comes from

offering the lead and taking the follow. Likewise, the better followers know the lead steps
and they know how to take the lead and give it back. Shulman and Trenner demonstrated the
exchange of lead and follow and challenged the audience to observe when the exchange was

taking place. Who is leading and who is following? It soon became impossible to tell.
Tango experts from Argentina often disagree with them. However, knowing both parts
expands one's knowledge and understanding of the dance, and is essential for teaching
others.

Argentine tango frames the leader-follower relationship in a special way. Kelley offered the

view that leaders and followers are partners who do different things, they both add value and
both contribute to success, and one is not more important than another. This view works for
tango, but in addition, tango shows that there is more to the relationship than is apparent.

One of the most important things to understand is that tango is not the steps. Juan Carlos
Copes, one of the great tango dancers said, "Sometimes there is confusion that the tango is

the steps. No. Tango is the feeling. It is one heart and four legs" (Santiago, 1993, p. l5a).

Likewise, knowing how to lead the dance is much more thatjust knowing the steps and
rules. Leading comes from a totality of sensibilities and relationships: the relationship of the
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leader to himself, of the follower to herself, and of the leader and follower to each other, to
the music, to the dance steps, to the floor and to the other couples. Each person brings to the
dance who they

are-theirjoys, sorrows, disappointments, frustrations and stmggles, and a1l

of this is part of the dance. The purpose of the dance is to create through knowledge,
expression and cornmunication. Both leader and follower are energized by the dance as they
create it.

The ability to listen-to the music and to the follower-is more important than knowing
many steps. By listening, the leader can sense the capacity of the follower to follow and
what he must do to communicate more effectively. For example, the follower may
communicate by her movements that she does not yet understand certain nuances of the
dance. In order to create a satisfying conversation, the leader cannot push the follower

beyond her capacity to follow. Even at a basic skill level, partners can communicate a

glorious dance by listening to each other. Whenever the leader or follower is more skilled,
the generosity of the more skilled partner can go a long way to motivating the other to learn

more and to improve.

Steps can be misused. For example,

if

the leader tries to show off his knowledge of steps

beyond the capacity of the follower and he embarrasses her, the leader is considered the

fool, not the follower. When a leader stops listening to the follower, he almost naturally
starts forcing the steps and pushing his partner around. When the follower stops listening,
she loses her connection to the dance. When corrmunication stops, the dance doesn't work.

In the same way, the leader-follower relationship in an organization is not just the skills, and

it depends upon abundant two-way communication. The essence does not lie in the steps or
skills, but in the quality of the relationship and the meaning and energy which brings the
steps or skills to life. In creating the dance,

it does not matter who leads or who follows, but

it does matter that at a given moment there is a leader and a follower and that they know who
they are.
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Tango presents a signif,rcant challenge. A purpose will connect leader and follower rogether

in relationship only if it is challenging and compelling enough to be worth their energy. The
challenge is part of the fun and part of the motivation to learn more from master teachers.
Master teachers teach the subtleties of how to do steps. Just as important, they teach about
the music, values, attitudes, culture and stories that are all part of the dance. These fwo
examples are taken from a workshop in Emeryville, California, July 1 999.

Nora Dinzelbacher, Argentine master dancer, teacher, and organizer of the workshop:
The three most important things for the follower:
1. Presence:-2. Frame; and 3. Wait.
Presence means one is engaged in the dance and has an attifude of giving.
The follower gives the self over to the dance. The attitude is not: the
leader is taking something away from me. The anitude is: I give and my
partner gives. The follower follows the direction, distance and tempo. ihe
leader says What andWhere. The follower says How. Frame means the
follower always keeps the shoulders, hips, and feet lined up in the same
direction. Wait means the follower never moves until led. All of these are
important, but the most important is to open your heart to the music and
open your attifude and your mind to the dance. Then give yourself the
freedom to follow.
Gavito, Argentine master dancer and star performer explains:

"I lead to follow." With his warm and generous personaliry, Gavito
demonstrates to make his point clear: "See. I lead my partner. Watch. I
follow my partner." Tango has nothing to do with challenging a partner
and winning. It is a dance for personal expression of both leadeiand
follower.
In order to engage in the challenge and be successful, one must respect and trust the other
person. Trust is important because each person is vulnerable-when you are in the dance,

you can't hide who you are and what you don't know. However, both leader and follower
can help each other by listening and by being open. When a dance is over, the partners say,

"Thank you." Sometimes a leader and follower are not able to communicate and the dance
never works. It seems partly a mystery why any two people are able to communicate so well

or so poorly, but everyone can learn to communicate better.
Tango may seem an unlikely metaphor for the leader-follower relationship. People
sometimes have the idea that tango reflects a patriarchal mindset-the macho male
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dominating the weak female and pushing her around. At some point in its history that may
have been true and this image may still be porlrayed. For the uninitiated, tango seems to give
the impression that the follower moves because the leader is pushing her around. In realiry,
the leader is leading every move in the spirit of the dance, and the follower is responding

with her own sryle and expertise. The leader leads the direction of the step, and the follower
has complete freedom to say how

it will be done. When the dance is a success, it is also

because both leader and follower are honoring each other and giving themselves to the

dance. Tango shows how the follower and the leader are equally valued. It is because leader
and follower iue equally valued that there can be a dance at all.

Summary and Concluding Remarks
In a systems seeking coevolving world, there is no such thing
as a hero. Not even a visionary leader. Everything is a result of
interdependencies. The systems we create are chosen together.
They are the result of dances, not wars.
-M. Wheatley
The purpose of this paper was to explore followership and to gain new understanding about
the changing face of leadership. Another purpose was to give recognition and value to

followers. The main question addressed was: How does thinking about leadership change
when followers are valued? One change is that when followers are valued, leadership moves

from "leaders" to "leader-follower relationships." Looking at leadership

as relationship puts

more responsibility on everyone. For example, a relationship is not going to succeed unless
there is a compelling purpose, and this is everyone's responsibility. Another example is that

followers have the freedom and responsibiliry to choose their leaders, but then they must
support and strengthen them. In supporting a common purpose, leaders and followers
together create their own dance.

lnterestingly, most of the writing about leadership as a leader-follower relationship has been
in the nineteen-nineties. This seems to correspond with the increased awareness of the shift
from the industrial world view of the twentieth century to the postindustrial world view of
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the twenry-flrst century. I believe that valuing followers within the changing face

of

leadership is an expression of this paradigm shift. Advances in science have given us a new

world in which to live and understand. This new world is one, whole, living, interconnected
and interdependent place where change is constantly emerging. The way to understand this

new world is not to break it up into little pieces, but to use holistic thinking-think in terms

of relationships, connections, networks, processes, cycles and natural systems, and
participate in them.
Rost offered a way to start thinking about leadership that fits with these new values. Leaders
and followers do leadership together in an influence relationship based on purposes which
go beyond self-interest, are ethical, and iue connected to the corlmon good. Leadership

grows out of the values of society. A key to leadership is that it is situated in what is
perceived to be the real problems of the time, and it is our values which help us to identify
them. Leadership is not about a structure that is applied to situations. Instead, leadership
relationships emerge and develop with a purpose which is connected to real problems.

I feel that as we move into

a new understanding

of our world, we will continue to reflect

upon the industrial mindset to understand where we have been and where we are going. For
example, it seems to me that in the industrial paradigm, everything has a technical solution,
so everything is treated as a technical problem. As we move into the new centur!, my sense

is that we

will begin to see that the essence of our problems is human first and technological

second. I believe that leadership relationships
and that they

will emerge in the context of real problems

will become what is called for in the sin:ation. We will continue to have many

industrial leaders, and there will always be exceptional people recognized as leaders.
However, more of the work of leadership will be done in relationship.

We have all heard that knowledge is power. But knowledge also brings greater
responsibility. It is exciting that science is helping us to discover so much more about
ourselves and our world. But

I am convinced that we are not yet awa.re of the kinds of
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responsibilities that thrs is going to mean. I believe that leaders and followers will find they
need each other in relationship to take responsibiliry for the work that is calling. I think it is

important that people read about twentieth century science and have more understanding of
the paradigm shift that is taking place.

A good place to start is Margaret Wheatley's second

edition of Leadership and the New Sciencg (1999). To thinknew thoughts about leadership,
we need to know more about the new thinking of our world. We will change the face of
leadership as we parricipate in this new knowledge.

Tango is a good metaphor for the leader-follower relationship because it demonstrates that
we can't really learn to dance until we participate and get involved. It's not possible to learn

to dance by reading about it or by sitting and watching others. Tango and the leadership
relationship require that we bring our skills, attention and everything we are including our

vulnerabiliry to struggle with the work at hand. Tango reminds us to value both leader and
follower, to honor the other, to support each other (although of course we are always
balanced on our own weight) and to stay with the music. Perhaps tango can help to give
others a more positive image of followers. Equally important, perhaps this tango example

will help others to look at their own

experiences and find a personal metaphor that

will give

expression to a new understanding of leadership that is meaningful for them.
The research on leadership as a leader-follower relationship is relatively new. Thoughtful
writers like Greenleaf, Burns, Gardner, Bennis, Rost, Terry, Kelley, Chaleff and others have
reflected and recognized the importance and value of followers for leadership. More
discussion is needed on the various attitudes toward followers and on the terminology.
Some questions for future consideration are: How do followers become aware of being

valued followers? How do followers and leaders find each other? What are the roadblocks
to leader-follower relationships? I think that some of the more interesting studies to come

will be on the effects that the new paradigm shift will have on thinking
I am confident that followers will

be counted. One of the trends

about leadership, and

I foresee is more anecdotal
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information, case studies
leadership rel ationship.

zurd examples as leaders and

followers participate and create in the
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